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DOC. 1 


(0} MEMORANDUM FOR BRIAN GREEN, SASC 
CHUCK ALSUP, SASC 


(0) SUBJECT; Future Imagery Architecture Lessons Learned 


(U) The National Imagery and Mapping Agency {NIMA) afid the 
National Reconnaissance Office (NRO) recently » completed a 
"Lessons Learned” assessment on the development of the Future 
Imagery Architecture (FIA}. This assessment was originally 
requested during a House Permanent Select Committee on 
intelligence (CAPSCI) Piseal Year (FY) 2004 hearing on the FIA 
prone: Diuperscupinacd the Senate Select Committee on 





cnede Foes to the NRO" 8 PY 2004 budget request. 


(U} The enclosed report was signed out by the Directors of 
NIMA and the NRO and is a copy of what was provided ta the 
HPSCI. Copies of the assessment are being provided to other NEO 
and NIMA oversiaht committees. If you have any questions about 
the enclosure please contact Mr, Joe Perry, NIMA Congressional 
Liai U a al 7390 oy ee NO Legislative Liaison, 







Sincerely, 


David E. Olsen 
Director 
Legislative Liaison 


Attachment: | 
(U) “FIA Lessons Learned” 


DOWNGRADE TQ UNCLASSIFIED 
WHEN SEPARATED PROM ENCLOSURE 


cL BY: ns TMs, 

CL REASON: 1.4 {c3 

DECL ON: x1 

DRY FROM? Multiple Soauress 
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(U} MEMORANDOM FOR TOM HAWKINS, SAC 


(0) SOBJECT: Future Imagery Architecture Lessons Learned 


(U) The National Imagery and Mapping Agency (NIMA) and the 
National Reconnaissance Office {NRO} recently completed a 
“Lessons Learned” assessment on the development of the Future 
Imagery Architecture (FIA). This assessment was originally 
requested during 4 House Permanent select Committee on 
Intelligence (HPSCT) Piscal Year (FY) 2004 hearing on the FIA 
program, Subsequently, the Senate Select Committee on 
Inteéliigence aise requested 4 lessons learned assessment in 
their marks to the NRO’s FY 2004 budget request. 


(U) The enclosed report was signed out by the Directors of 
NIMA and the NRO and ia a copy of what was provided to the 
HPSCI. Copies of the assessment are being provided ta ather NRO 
and NIMA oversight committees. If you have any questions about 
the enclosure please contact Mr 
Liaison, (301) 227-7390 or 


Joe Perry, NIMA Congressional 
| NRO Legislative Liaison, 








at. 


Sincerely, 


David EE. Olsen 
Director 
Legislative Liaisori 


Attachinent: 
()}) “ETA Lessons Learned” 


OHOWNGRADE TO UNCLASSIPTED 
WHEN SEPARATED FROM ENCLOSURE 


CL BY: O/NT MA 

Ch REASON: 1.4 (3 

DECL ON: %1 

DRY FROM: Multiole Sources 
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DAC 3 


{U0} MEMORANDUM FOR BOB LAUTRUP, HASC. 
{1}}) SUBJECT:  PFuture Imagery Architecture Lessons Learned 


(J} The National Imagery and Mapping Agency (NIMA} and the 
National Reconnaissance Office {NRO} recently completed a 
"Lessons Learned” assessment on the development’ of the Future 
Imagery Architecture (FIA). This assessment was eriginally 
requested during a House Permanent Select Committee on 
Intelligence {HPSCI} Piscal Year (FY} 2004 hearing on the FIA 
program. Subsequently, the Senate Sélect Committee ori 
Intelligence also requested a lessons learned assessment in 
their marks to the NRO's FY 2004 budget request. 


{U) The enclosed report was Signed out by the Directears of 
NIMA and the NRO and is a copy of what was provided to the 
HPSCI. Copaes of the assessment are being provided to other NRO 
and NIMA oversight committees, If you have any questions about 
the enclosure please contact Mr. Joe Perry, NIMA Congressional 


Ldaison, (301) 227-7390 or Cee NRO Legislative Liaison, 








Sincerely, 


David &. Olsen 
Director 
Léeqislative Liaison 


Attachment : 
(J) “PIA Lessons Learned” 


DOWNGRADE TO UNCLASSTFIED 
WHEN SEPARATED FROM ENCLOSURE 


CL BY: DAN IMA 

(lL REASON? 1,44 (05 

DECL ON: Rt 

DRV FROM: Multiple Sourtes 
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((1} MEMORANDUM POR STEVE NIXON, HAC 


(U) SUBJECT: Eubure Tmagery Architecture Lessons Learned 


(WU) The Netional Imagery and Mapping Agency (NIMA} and the 
National Reconnaissance Office {NRO) recently completed a 
"Leasgons Learned” assessment on the deve lopment of the FPuture 
Imagery Architecture (FTA). This assessment was originally 
requested auring a House Permanent Select Caonmmittee on 
Intelligence (HPSCT) Fiscal Year (FY) 2004 hearing on the FIA 
program. Subsequently, the Senate Selert Committee on 
intelligence also requested a lessons learned assessment in 
their marks to the NRO's FY 2004 budget reqnest. 


(0) The enclosed report was signed cut by the Directors of 
NIMA and the NRO and is a copy of what was provided to the 
HPSCT. Copies of the assessment are being provided to other NRG 
and NIMA oversight committees. Tf you have any questions’ about 
the enclosure please contact } Perry, NIMA Congressional 
Liaison, (301) 227-7390 or & |NRO Legislative Liaison, 
ak | 






Sincerely, 


David EE. Olsen 
Director 
Legislative Liaisan 


Attachment: 
(UU) “FIA Lessons Learnad” 


DOWNGRADE TO UNCLASSIFLED 
WHEN SEPARATED FROM ENCLOSURE 


CL BY: O/NIMA 

GL REASON: 1.440) 

DECL ON: = #1 

ORY FROM: Multiple Sources 
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Doc 5 


The Honorable Pat Roberts, Chairman 

The Honorable Jchn Rockefeller, Vice Chairman 
Select Committee on Intelligence 

United States Senate 

Washington, BC 205720 


Dear Mr. Chairman and Mr. Vice Chairman 


{Q) The National Imagery and Mapping Agency (NIMA) and the 
National Reconnaissance Office (NRO} recently completed 4 
"Lessons Learned" assessment on the development of the Future 
Imagery Architecture (PIA). This assessment Was originally 
requested during a House Parmanent Select Committee on 
Intelligence (HPSCT) Fiscal Year (FY¥} 2004 hearing on the FIA 
program. Subsequently, the Senate Select Committée on 
Intelligence also requested a lessons learned assessment in 
their marks te the NRO'’s FY 2004 budget request. | 


NIMA and the NEKO and is a copy of what was provided to the 
HPSCI. Copies of the assessment are being provided to other NRO 
and NIMA oversidaht committees. If you have any questions about 
the enclosure please contact Mr. Joe Perry, NIMA Congressional 


Liaison, (301) 227-7399 or Qageeeag NRO Legislative Liaison, 


(U) The enclosed report was signed out by the Directors of 







Sincerely, 


David E. Gisen 
Director 
Legislative Liaison 


Enclosure: 
(OG) “PTA Lessons Learned” 


DOWNGRADE TO UNCLASSIFIED 
WHEN SEPARATED FROM ENCLOSURE 


Cl BY: 6/NIMA 

CL REASON: 1.4101 

HEC ON: x1 

DEY PROM: Multiple Sources 
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DOC 6 


{U} Response to Question for the Record 
on Future Imagery Architecture Lessons Learnad 


(U0) Q@uestien: What lessons learned can the National Imagery ana 
Mapping Agemcy (ONIMA) and the National Reconnaissance Ofrice 
(NRO) draw from the Future Imagery Architecture (PIA) experience? 


(0) Response: During the past year, NIMA and NRO have worked to 
adjust the end-to-end FIA program towards a more executable and 
robust baseline. We have also spent considerable energy trying 
to assess what went wrong in the past and how to aveid those 
problems in the future. In general, the lessons learned from 
FIA can be grouped inte five major categories: importance of 
end-to-end system engineering; development of realistic program 
budgets and schedules; use of appropriate contract incentive 
structures; over-reliance on the precepts of acquisition reform: 
and the need for better integration of heritage and future 
program eas 






weer Importance of Ena~ rovknd system Engineering. PIA 
reminds us of the ‘importance of thorough, end-to-end system 
engineering as a key element of our program Planning. Within 
the context of multi-agency programs, we need to organize 
ourselves carefully to create a cogent, end-to-end system 
engineering approach to assure that the entire enterprise (not 
just the system) works as required. Since the and<~to-end system 
engineering for FIA was not done up front, the creation of the 
Joint Management Office (JMO) was essential toe closing the PIA 
program. For fature efforts, we are peer tne for a better and 
more @asilly replicable structure. | | 
applied this lesson learned in the} 3 
where we have clearly focused on inteqrating the tasking, 
processing, exploitation, and dissemination elements of tne 
effort inte the Larger program. 











ome (U} Development of Realistic Program Budgets and 
schedule. TA@ FIA experience reminds us of the need for a 
thorough, independent cost estimate at the initiation of a 
program that can serve aS a cost baseline and reference 
throughout the life of the acquisition. FIA actually began with 
@ realistic cost estimate that “fit within the PIA cost cap, 
However, the pressures of smaller budgets and increasing 
intelligence demands in the late 1990's, coupled with a very low 
negotiated cost [rom Boeing, led us to add program Scope without 
adding the corresponding resources. 


Lieve, That experience suggests several related lessons 
which should also be captured. First, cost es stimates must be 
updated as 4 progtam matures; we intend ta do anotner Lope to- 





j 
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bok PSE Era cost review ait ne a the pe ssconiaine effort, 
Second, we mush receynize that, within a competitive down select 
envirenmment (particularly one occurring before a mature baseline 
design}, we cannot dépend upon a realistic cost estimate from 
competing offerors. This realization snould drive cur use of 
the government cost estimate rather than the negotiated price, 
especially for out-vear budget planning. Competitive pressures 
must alse be considered in the contract and incentive 
structures. The President’s Fiscal Year 2004 budget request. . is 
based on our own _independent Cast estimate, as provided : 
NIMA and N 38t 












by the FLA JMO. Third, 
early investment in risk reduction activities ageinst the 
program’s high-risk areas is a necessity. In the FIA case, this 
risk reduction investment may have brought issues to the surface 
earlier, given us greater confidence and realism in the 
schedule, and allowed us to identify alternative paths early 
enough ta have been implemented. Although this would have 
required additional resources at the beginning of the program, 
the overall cost and schedule impacts probably would have been 
reduced. Finally, we are reminded again of the importance of 
the program manager’s reserve in providing flexibilaty te 
perform the mission. These same points apply to the program's 
schedule as well as cost, and the current FIA schedule was budit 
with these cons iderations ine mands. 





ae (0) Use of Appropriate Contract Incentive WELUCEUYES. 


| AHS HHH 


One of the major shortcomings of the FIA contract was the use of 
an overly complex fee structure. The Boeing FIA Tee structure 
Was based on extensive use of incentive, vice award, fee 
Provisions. These provisions Limit the program manager's 
flexibility in adjusting incentives to meet evolving contract 
conditions. This flexibility is particularly important for 
programs with a high degree of risk because it iB not 
necessarily Clear at prodram initiation where the incentives 
Will be needed. The extensive use of incentive vice award fee 
provisions, coupled with a tertuously complex algorithm for 
determining the fee, led to a fée plan that was ineffective in 
sodrndeia A contractor performance against the government's 


(U}) These problems with the incentive structure were 
aggravated by a focus on A Single, clearly measurable criterion 
for earning the fee - contrach completion cost as cempared toa 
the initial bid. As previously discussed, it should have been 
apparent from the outset that the contracter’s bid in a highly 
eompetitive environment was unlikely to yield true program 
costs. However, by explicitly tying almost all of the 
contractor's earned fee te the bid; we forced the contractor te 
hold to the inLtial estimate well beyond the point when this was 
no longer possible, Further, it drove the contractor te 
constrain the use of very limited risk reserves during the early 
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athGee of the program, ee the pros ran! & rising risk 
posture. 





i} We have since revamoed the entire FIA space and ground 
incentive structure and rebalanced the use of award fee and 
incentive fee provisions, As recommended in the Faga panel 
report, we have focused these incentives clearly and simply on 
mission assurance and program schedule. While we have by no 
means @limtinated the conkractor’s cost performance 4@S 4a measure, 
we have carefully adjusted its place in the hierarchy of 
incentives to allow sound program management to be the driving 
LaGtor 


4. ({(U)}) Over-reliance on Precepts of Acquisition Reform. 
FIA was designed to implement all of the precepts touted as 
“acquisition reform.” We maximized the use of commercial 
practices, commercial parts, and management insight in order to 
help justify our decision to accept the lower overall program 
cost. As the results suggest, this was probably the acquisition 
equivalent of a “bridge too far.” 





{U) “Acquisition reform” is not a panacea or replacement 
for qood government program management. In our View, we went 
too tar in reducing government oversight and demonstrated once 
again that Total System Performance Responsibility does not 
reduce the need for a full and trained government program team. 
Commercial practices can only, at best, yield commercial 
performance thal can never be adequate for the highly complex 
and crucial national security applications we support. 


(U) An additional lesson Within this general context of 
acquisition reform is the need to provide the program manager 
with the authority and government /Federaliy Funded Reséarch and 
Development Center (FFRDC) resources necessary to de the job. 
Lacking these, we proceed at our own peril. We are now certain 
that the Boeing contractor and program office approaches more 
closely mirror our historical oversight role, and that we have 
given the government program manager the required authority. 
However, Critical qovernment«sponsored FFRDC resources are 
severely constrained throughout the national Security space 
COMMUALEy. 












Future ae “The Sorentiai Bl ape Re OES Oe 
within the context of FIA reminds us imp 


deena: EOE a Bandeee eubsee between “past and future programs. 









eeicicat to Our national security. . 
swap of otir entire infrastructure - 
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ro eee: inued mmission performance. THiS structure was driven more 
by an attempt to save resources rather than by the need for 
continued, quarantéed, Mission assurance. This néed for a robust 
handoff is one of the reasons we have resisted, and will continue 
to resist, the urge to limit the FIA buy to fewer than the 
currently planned complement af satellites. 





(U) In summary, we recognize that we can properly manage 
future preqram risk by taking an end-te-end system engineering 
approach, prudentiy using the government estimates of cosh and 
scheduie, applying well thought out and properly focused 
incentives, carefully watching how we apply elements of 
ACGUiSition reform, and integrating current and heritage 
programs. We always expect that the beyond-the-state-of-the-art 
solutions we bring to the forefront will inject risk into our 
programs. We need to ensure that we do not exacerbate that risk 
with poor management practices. | 
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DOE 7 


The Honorable Pat Boberts, Chairman 


The Honorable Jahn Rockefeller, Vice Chairman 


Select Committee on Intelligence 
United States Senate 
Washington, DC 20510 


Dear Mr. Cnaprrman and Mr. Vice Chairman: 





lymhieties= The enclosed correspondence cesponds to a 
Congressionally Directed Actlon levied by your committee’s Audit 
Report on National Reconnaissance Office (NRO) Future Imegery 
Architecture (FIA). 





Lag we I appreciate the opportunaity to respond and note that 
the audit report was thorough and in my opinien a fair and balanced 
assessment of the FIA program. I would also like to ROinkg out that 
there have been nunierous external panels and reports that have nrevided 
recommendations on ways fo improve NRO acaduisition as @ result of the 
lessons learned from PIA, Many of the enclosed respenses to your audit 
include activities and processes already implemented and some that I am 
incerporating into my pelicies and directives in thé near future. Tf 
Would be pleased to provide your comnittee with appropriate updates on 
OUYr progress at your convenience, in addition to the requested semi~ 
arial updates. 





£1) footed ye Should you reqnire additional information. concerning 
this report, please contact me directly at 





aincerely, 


Peter B&B, Teets 


Phen oe tke 
qe Response to Recommendation of 
udit Report on NRO FIA 


UNCLASSIFIED when separated 
from attachnent 


ih BY: 
fade BIGAOOS: 
DRY FROM: 
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1. Finding: The NRO and Boeing grossly under- 
estimated FIA program cost. 


omendation: Provide semi-annual updates Rs the 
intelligence oversight committees. 








Response: Both the National Reconnaissance Office (NRO) 
Legislative Liaison (LL) office and the Joint Management 
Office ({7MO} will provide periodic reviews of Puture 
Imagery Architecture (FIA) program status, to include cost, 
schedule, and end-to-end performance. These reviews will 
be presented to the six Congressional intelligence 
oversigqnt committees. Per the Senate Select Committee on 
Intelligence’s {SSCI) request, these reviews will be 
scheduled on a sami-~annual basis, or more often 
commensurate with achieving major program milestones or 
upon discovery of significant issues or concerns; In a 
PSCLeE dated Th coe 2003, ee ee 
coniciee Or “Intelligence (HPSC1), eee aead similar 
lipdates., We ate working to schedule this review. 

Annotated briefings will be delivered to all concerned te 
ensure the information 15 provided regardless of atnhendance 
at the review sessions. The NRO/LL will coordinate with 
FIA elements within the National Geospatial-Intelligence 
Agency (NGA) and with the JMO to ensure a systet-wide 
review. The most recent FIA program undate was provided to 
the staff of the oversight committees on 7 November 2003. 


2. Finding: The NRO's attempt at “acquisition 
xeform’ did net achieve the intended cost savings or 
program tianagement improvements. Instead, the NRO’ s 
sremphasis on cost resulted im overruns that were not 














ie ag neers "ieee: datonine ny state of 
acquisition reform within the NRO. 





Response: The NRO has taken action in response to FIA 
lessons learned. These actions address a number of key 
acquisition management functional areas, including program 
cast estimates, program oversight and review, and systems 








Ch BY : 
(CL HEASON: 1.41©3 
DECL ON: 2541 _ 
Bey FROM: MRO OG 5.1 
May 2000 
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engineering/test planning. Necessary changes have been (or 
Will s0on be) incorporated into NRO training and documented 
in signed NRO directives and policies, Each functional 
area is more specifically addressed below. 


Cost Estimates 


The primary goal of the NRO Cost Group (NCG) is te 
previde the Director, NRG {(DNRO) an unbiased, fealistit 
projection of program costs. The NCG monitors its 
(ICEs) against actual program costs. To date, the NCG 
performance “track record” reflects 4 15 percent rook mean 
squared difference between ICEs and actual casts. 
Considering the inherent variability in space-related 
costs, a 1% percent difference is an acceptable estimation. 
However, we think it can be improved. The actions detailed 
below have all been taken, both in direct response to FIA 
Lessons learned and/or as part of the general and continual 
improvement of NCG estimating methods and tools. 


a. Independent Technical Assessment (ITA). An 
ITA has been incorporated for all mayor ICE’s. Members of 
the ITA team work with NCG analysts to review technical 
characteristics of the program and provide critical inputs 
to NCG cost estimating models and risk assessments. 

b. Risk analysis process. The risk process used 
by the NCG Kas been thoroughly reviewed to ensure a 
realistic cost. The NCG now recommends budgeting at the 
more xepresentative mean (versus the median) in the cost 
diatribution. 


co. “New Ways of Doing Business” and “sommercial 
practices”. No savings skemming from these practicés will 
be accepted without detailed substantiation. This is a 
specific lesson learned from FIA. 


d. Tools and databsse improvements. Improve- 
ments in these areas are conkintous. New tools include the 
NRO Cost Analysis Toolkit, a cost and technical database 
consisting of over 30 NRO, Department of Defense, and 
National Aerendutics and Space Administration proqrams. 

Tha NCG has also developed new phasing and schedule 
analysis tools that heve been shared with other cost 
astimating organizations. The NCG database has seen 


baots 
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continuous additions, particularly in legacy IMINT, 
additional Alr Porce space, and commercial Space programs. 


Progtam Oversight and Review 





specific changes have been made in the program review 
process, both prior to and subsequtent to its initial 
approval for acquisition. 


a. The Independent Program Assessment (IPA), 
gompleted as part of the NRO Arquisition Board (NAB) 
process, has bean modified to ensure FIA lessons learned 
are specifically addressed. New programs must pass their 
IPA before they are approved ta begin acquisition. 
Fourteen criteria are examined. In direct response to FIA 
lessons learned, the IPA must now assess; 1) pregram 
office “readiness” (staffing Levels and expertise): 2} 
acquisition strategy, including a review of contract 
Structure and incentives to ensure they match government 
pricrities for the program; and 3) the adequacy of the 
proposed test program. 


6. Adiditional independent program reviews will 
now be completed subsequent to initial program approval. 
The goal will be te check progress at key development 
Milestones {¢.g., System Design Review) atairist the program 
cost, schedule, and performance baselines. Alternately, an 
additional review could be triggeréd prior to a major 
milestone if any program indicator points to problems. 
Thesé teviews wiil be in additiof to the quarterly program 
and business meetings currently held with the Deputy 
Director, NRO, the Deputy Director for System Engineering 
(DDSE), and the Deputy Director for Business Plans and 
Operations, 


c, The format and content of NRO Baseline 
Agreement and Acquisition Reports are being re-examined to 
ensure they meet their original objective of documenting, 
monitoring schedule, cost, and performance commitments for 
major NRO programs. 

d. The NRO is working with its Mission Partners 
Lo @nsure end-to-end program requirements and commitments 
are understood at the front end of the program, and 
continually tanaged through the life of the program. (See 
aiso Question 3). 


2 


i 
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in response to lessons learned on FIA and other space 
programs, NRO DOSE .and the Air Porce Space and Missile 
systems Center former a Mission Assurance Task Force, The 
Task Porce found a strong Link bétween the reduced test 
programs implemented in the 1990's, and increases in on- 
orbit anomalies. The increased acquisition cost and 
schedule risk entailed in finding design or manufacturing 
problems later, rather than sooner, in the precess was also 
recognized. The results of this task force will culminate 
in changes to policy regarding testing practices. It will 
also result in NRO system engineering instructions that NRO 
ACquiISLtion programs will be required to follow. 


nding The NRO and NIMA [now NGA] failed to 
coordinate adequately im the program's early stages, Also, 
the NRO did not properly inform IC officials about FIA’ s 

rn CMS did not take an active oversight role. 











Recommendation: Provide the SSCI with a plan to address 
coordination, oversight, and control of future IC 
acquisitions involving more than one agency. 





Response: The NRO is. working closely with all of our 
mission partners to ensure a balanced end-to-end national 
reconnaissance program. The NRO if executing an integrated 
approach fo requirements and architecture development, 
acquisition, and operations of ali current and future 
programs that involve multiple and jdoint agencies. 





There are several organizational and process options 
the NRO is utilizing, such as Joint Program Offices and the 
consideration of instituting joint NABs. In recent 
instances during the NAB process, thé DNRO has demanded 
proaft of integrated master schedules that match with our 
mission partners and asked for verification of mission 
partner commitment and funding, ensuring the NRO aad joint 
partners are all working together and are properly aligned 
to meet customer requirements. Moreover, the program 
offices are being tallored to meet the requirements of the 
applicable agencies for each specific program. For 
example, the NRO is working ciosely with the FIA JMO, 
Community Management Staff (CMS), and Under Secretary of 
Defense for Intelligence to @nsure accurate cost estimates 
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and andustry best practices are leveraged in the 
development, Acquisition and operations of all future NRO 
Systems. This level of review and collaboration between 
arganizations im the early Stage s of program planning 
requires WRO to work with our mission partners and 
oversight offices to plan and program for sufficient 
TEBOUrCes to support a balanced end-to-and architecture. 





3 The overall level of expertise for NRO 
litary and civilian personnel has declined considerably 
an the last 10-20 years. 





OMe mm: Provide the SSCI with a leng-term plan to 

address personnel issues at the NRO. This report should 

clearly define the efforts to engage component 

ak alcamdeuals in negotiations that will guarantee tha 
ematic development of NRO expertise and outline the 

advantages and disadvantages of creating an NRO-unique 

personnel sysatem. 








Response: The NRO has engaged in two rounds of humen 
resources strategic planning since the creation of the 
first NRO Strategic Plan in 1998. Nearing completion of 
implementation activities for the second of these rounds 
the NRO conducted 4a Human Capital Ree pe Bing Ae ae 
Framework’ (HCAAF) review in July 2003 in preparation for 
development of a comprehensive workforce managenent 
Strategy. strategy development began in late September 
2003, and completion is expected toward the end of second 
quarter Fiscal Year 2004, The primary driving 
cansiderations behind this effort are the naw 2003 NRO 
Strategic Plan with its emphasis on program managemént and 
Systems engineering competencies, the NRO’ s multi-year 
technical Way Ahead for system déplovments that enables 
Mere deliberate workforce planning, and the pending 
implementation of space cadre development programs AMOrng 
some of the NRO’ s parent elements, 





The workforce management strateqy will address all 
aspects of the human resources lifecycle including the 
operating concepts and future direction for: 


a a ae es lel 


t The HO AAF, developed byt the Office of Personnel Management as part of the President's Management. 
Agenda, is a comprehensive set of human capital standards for Federal agenties and is used by. the NRO in 
its Federal Managers’ Financial imegrity Act (FMFIA) Program. : 
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a, Requirements definition in the manpower, 
leadershio, and competency areas, 


; b. Workforce acquisition through recruiting and 
staffing, 


and activities, and 


, Employee and leadership development programs 


d. Performance management using parent element 
and NRO programs. 


The above sections of the strategy will be developed 
Presupposing continued employment of a milti-agency 
workiorce within the NRO. In a separate section, the 
strategy will address the efforts needed to assess 
alternative approaches to providing personnel functions in 
ways that would bether support the NRO’s mission. The 
alternative approaches to be studied would address the 
relationships between the parent elements and the NRO’s 
corporate human resources operations, the configuration of 
embedded and centralized personnel activities; and the — 
benefits and drawbacks of creating an NRO-unigue personnel 
system. 





uiGeeastaer Gee a cao and cost without benefit. Lack 
of documentation compounded the problem. 


commands Provide a compartmented annex to the. 
lessons Learned recommendation in item 2. 





Generals performed an investigation of the compartmented 
portions of the FIA program. Their report, which was 
provided to both the SSCI ard HPSCI, identified three 
fundamental preblems: 


Response: In the summer of 2002, the NRO and IC Inspector 


a. The progtam lacked an adequate audit trail, 
Specifically, the program office falled tc document senior- 
level decisions in a disciplined manner. 


6. Briefings presented to NRO oversight 
agencies (Congress, CMs, and Office of the Secretary of 
Defense) were not at the appropriate classification ko 
ensure Full visibility into program issues of developing 
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problems. Program office briefings siides were held to, in 
many cases, a generic (BYEMAN) classification level, 
Leaving no written record of if, or in-what depth, 


compartmented issues were discussed. The lack of 


made it impractical to determine if the NRO program office 
had provided necessary insight into ongoing compartment 
issues. 


&,. Major scope and system design changés were 
exechted on the contract due toe compartmented requirements 
without clear contractual documentation. 


The Director of Central Intelligence asked the DNRO to 
take action to addréss these issués. In Sé@ptember 2003, 
the DNRO signed out Director’s Notte 2003+35, specifically 
atidressing program requirements for an audit trail for all 
contract/program records, briefing at the appropriate 
classification level to ensure inclusion of all pertinent 
tiformation, and documentation of all major program scope 
and design changes. In addition, the DNRO tasked the DDSE 
to initiate formal cirectives to inatitute and ensure 
continued application of corrective procedures learned from 
experience with FIA. These sorrective actions include: 


a, Making explicit the linkage between 
directives for foundational acquisition and records 
management policies. 


b, Adding materials to NRO acquisition and 
management fEraining programs to raisa the emphasis on 
program documentation. | 


e. - Decumenting critical business processes in 
NRO Directorate Maniagement Control Plans. 


d. Identifying a cere group of NRO personnel to 
ceceive system-high access to support senior decision 


e. Conducting independent program reviews on all 
programs, regardless of security classification, to assure 
that security will not be @ barrier to sound acquisition 
Management . 
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f£, Expanding compliance reviews to ensure these 
changes result in high-quality program documentation 
practices. 


These measures will correct shortfalls in NRO 
program documentation ensuring effective communication ahd 
an audit trail far ail major program scape and design 
changes. 





iS 
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.. Binding: The NRO and Boeing grossly underestimated FIA program cast 
Recommendation: Provide Samji-annual updates to the intelligence 
oversioht oom trees. 


Response : The ARO Leéaqislativée Liaisen (LLi office will ensure thar 


periodic teviews of FIA program status; to include cost, schednle, and 
end-Co-and performance, are presented to the six Coerndressional 
intelligence oversight commithess. Pex ihe SSCl’s request, these 
Paviews wili be scheduled at least semi-annually, or more often 
CHMMengurace with achieving Majer program teas astores or upon discovery 
ak significant issues or cencerns. Annotated briefings Wild 8 
GG: ilvered £9 @ll gewitgernecd re ensure on piss rmeatien is trovided 
regardless oF attendance at the review sessions, NEOQ/ LL willl 
Coord nebce with FIA elements  eithin the Nakbional  Geoscatial- 
Titelligence Agency and with the Jotrt Management OFFise to ensure a« 
aysten-wide review, “Th most reoert PIA program update was presenhed 
tho Khe aversight MMRLOT Bes on 7 Now 200%, The next review will be 
SCh@dnied wWlihin the Sis-manth window. 






lan “tempt at “acquisition xeform’ did not achiave 
the Tatended: ost savinga Of PFOgGram management improvements . Instead, 
the NRO’ a over¢ phasis on Gost resulted in overruns that were not 








Recommendatscn ‘€uture peuiisiticns. ani program management training, 
Alse, desoribe the state of acquisition reform within the NRO. 


Response : Tre PIA program Pell into early problems «due ta the 
implementation of mew “Acquisition Reform’ practices learned fron the 
HuSENeGSS sector. It was believed thar “Acquisition Reform” wolild 
confer fe government the major cost benefits enjoyed by the commercial 
SeCLOr, a of these practices; however, proved Depractical in 
Lhe Ge velopment of fiew technology. Relexed devernment cantre ‘nay 
requirements flexibility, and tracking cost as an indepercdent variable 
resulted in delayed responses to technical and badger problems. 
Lessons igarned from the PIA experience, and the subsequent 
rebaselining, led tu several changes that are now incorporated inte the 
OLegram Oversighh and review processes, These achiviti#s occur before 
and suppart the NRO Acmpilsition Board (NAB) ancl are incorporated under 
Digtective %.° Some very apecific modifications have been made te 
Ingepenaeant Program Assessments (IPAs) and Independent Prowram Reviews 


{TPR}: 


in the IPA, @ program is evaluated against 12 parameters that 
gesoribe the program ead-to-et wd. The 7A lessons learned have 
been incorcperated in the instructions to the IPA team members 


FI 
APY 


' Managed by the Deputy Directorate of System Engineering (ODSE), Directive 7 delineates the rules for 
the acquisition oversight process. Independent Program Reviews, ax stipulated in Directive 7, support 
NAB decision processes: In dependent Technical Assessments (ITA), Independent Cost Assessments (ICA} 
preparing Independent Cost Estimates uch and Independent Program Assessments (IPA). 

CL BY . 
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theig evatuafion of the TPA parameters and in turn tne 
Independent Program Review (TPR). 


Additional IPRs are proposed and are being reviewed for inclusion 
in Otrective 7, specifiealiy: regularly scheduied post . Key 
Becisign Point (KP) TPRs For the NRO for all designated 
programs, and ad hoe IPRs to address discrepancies or concerns 
arising from the Quarterly Program Reviews (OPRs}) with the DDNRO 
and siete and Quarterly Business Reviews (OBRs} with the BD/ BPO 
and the DOSE. In special cases the DNRO or DDNRO may aiso request 
Sp aehee vad. 


The NRO hae also rasponded to specific lessons in the following areas: 


¢ Hasic program monitoring of the schedule, cost, and 
perforiianice commitments for PIA could have alerted decision 
makers and provided opportunities for carrective intervention. 
Haseline Agreement & Acquisition Reports (BAARS) are updated 


yeariy, GF when pas Are threatened, and provide 
gecision adcountability. 


The DNRO, DDSE, and BR/ABPO conduct GPRs and GRRs unm all 
designated prograus, which will provide the opportunity for ware 
frequent. GAAR updates to highlight deviations and to reflect 
updated baselines on a requiar basis. fn response ta BAAR 
Aigniigqhté@d deviations, an additional IPR or NAB ‘can be invoked 
to bring programs back on track. : 


2 — manegement signed the carirace for FIA before all 
requirements were agreed.  Acided requirements Led to coast and 
schedule adjustments not only from the new capabilities, but 
@aiso from rippie affecks 6 subsystems that required fraquent 
adjustments throughout the FIA cantract., 


Pefirvitive requirements are mandated and locked in for ail 
pregrams prior to contract signature according to Directive 7. 


* Relying on contracter resources, the initial 1A developmrant 
team lacked expertise and experience to identify and respond 
LG cachnical prokl ems or to recognize the increased risks 
tnrerere 4% Sy ee oF the how requiremants, 


Program Offi oe staffing exper 
TPAS and iS Now Incorporated 
that are reviewed. 


tise is new an item of interest For 
nto ene of the 14 NAB parameters 


ates pci the aeriicg toe stractarind. TALS 
inhibited cantractors from raising problems early. and delayed 
GOvVErAMeENnt YeSsporsges. 


Acquisitian strategies and soecifile contract s stroctures, Bucn 4s 
; incentive clauses, are high interest items within the IPA process 
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and are cedified in one ef the 14 NAB parameters. that are 

rewl owed, 

e® FIA savgelopers frequentiy bypessed incremental tests in faver 
ef integrated tests, saving money but Yalling to identify and 
isolate problems asseciated with new technology. 


DBSE, in conjunction with the Air Force Space and Missile Systeas 
Center (SMC), is spoons nO Eig 4 Mission Assurance Task Force that 
1S Seae peasy addressing testing philesophies, amang Otibe r 
technical areas, across all NRO acgiisilion programs. fre 
resuits of this: task Force will culminate In Ghanges ta ve 
poliagy xseqadrding testing Aieiac gas and will resuit in NRO syetedi 
engiveering ingstruetions that NRO acquisition programs wii “be 
reguired to follow. 


| Sanier Management decided that the high risk assumed in 
FlA was acceptable. j 


INRO had Signiflicantiiy ihe ake te the enphasia an internal 


2 
pass neAts OF designated acquisi£ion programs within the NRO} 2 
+ 
&. 


team apprycach is being inabituted and the DNSQO is focusing his 
decision making acutely on the results ef these JIPAs,-.which 
includes independent cost estimates fhe DNRO has alsa decided 
fo invoke @xbertial reviews for sone of the majer acquisition 
progcang te ensure obiecks ivity and wonfirmation of inter ad 
assessments. This appreach will be reflected in NRO acquisition 


policy. 


‘@ The Les acnrs sails from the EIA experiance are captured in 
“NRO Gest Practices’ Ee piesnitaonael into Program Management ano 
certification training programs provided in the Acgoulsition 
Center of Excellence “TARE? 
The ACE has an inherent lessons learned capability to drew from based 
on over #50 senrce selections ta date. This lesson learnéd “body of 


knowledye (BOK)”~ is woven inte the ACE recemmended source selectian 
pracess that we teach CALAN ga, ad Rien ca oii Educe tion Branch as well 
a8 practiced by our Acquisition Consuitants. Gne of: the major saurce 
selections centributions to this BOK i8 the futuce Imagery Architecture 
(PIA) experience. re structure of the training program was .revampeod 


over the pagt aix months ta specifically address the workforce’s lack 
LF pecii blow oha-posias management enberrence. 


3. Finding: The NRO and NIMA [mow NGA] failed to coordinate adequately 
in the progran’s early stages. Also, the NRO did net properly inform 
tc officials about FIA’s problems and CMS did not take an active 
oversight role. 

Reconmendation: The NRO to provide the SSCI with a plan to address 
coordination, oversight, and control of future IC acquisitions 
anvelying more than one agency. 
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Response: NRO is working closely with all ef our mission partners to 
ensure a balanced end-to-end nethional reconnaissance program. The NEG 
1S @gecubing an integrated approach bo regucrement.s and architecrare 
develuptient, acquisition, and cperdtions of all current and future 
programs thal involve multiple and joint agencies. There are severa 
orgarigational structural options thet the NRO is utilising, such as 
Jeink Proaram Offices and the consideration of instatoting joint MABs. 
in Fecent instances preteen: the sip eae paclateg the DMRO has demanded proct 
OY integrated masher echedules that match with our mission partners, 
and hes asked far verification of mission partner Sora ene ane 
funding, ensuring the MRO and Joint partners are alloworking together 
ard are properly aligned LO tmeet customer requirements. Moreover, the 
program offices are being tailored to meebh the requirements of the 
appliceblie agenctes for «ach specific program. For axampla, the NRG ia 
working closed y with the PIA foint Management Office (IMGI, CMS anc 
SECT to engsore accurate cost estimates and induscry best practices 
ane Leveraged in the development, acquisition and operations of ali 
Suture KRO syeteme. This level of review and collaboration between 
organizations in the early Stages ef program planning requires NRO te 
@OYkK Wath Ou Missien partners and oversight of fices to plan and 
program Cor awifielent réseurces be support a palanced end-to-end 
APOM Leech ure . 


4. Einding: The overall level of expertise fer NRO military and 
civilian personnel has declined considerably in the last 10-20 yeare. 
Recommendation: Provide the SSCI with a long-term: plan tea address 
personnel issues at the NRO. This report should clearly define the 
@fforts to engage component organizations in negotiations that will 
gQuarantes thea systematic development of NKO expertise and outline the 
advantages and disadvantages of orsating an NRO-unique personnel 
syetem. 








RESPONSE : The sage nas angaged in two rounds af human resources 
giratedic planning since the creatian of the First NRO “Strategie BLD 
im 199%, Nearing cena) etion oF implementation activities fer the 
second of these raunds, the NRO conducted » Human Capital 
Accountability Assessment Framework” CHCAAP) review in Joly 2002 in 
preparation for development of a comprehensive workforce management 
strategy. Shrateaqy development began in late Saptember 2004, are 
completion is @kpetted toward the end of 2” quarter Fv2d04d. The 
pErLinary Orv iteyg censiderations behind this effort are the new 2093 NRO 
SEPaLegic Pian with ibs stronger emphasis on program management and 
SYSLORS engineering compelencivs, the NRO'’s multi-year technical Way 
Ahead for system deployments that enables more deliberate workforce 
wiannbngd, and the pending implementation oF space cadre development 
programs among seme of the NRO’ s parent oléements, 





The workforce management strategy will address al aspects of the 
human resources lifecyole including the operating sancepia and future 
direction for 


aA 


* The HCAAR, developed by the Office of Personnel Management as part of the President's Management 
Agenda, is a comprehen sive set of hunian capital standards for Federal agencies and is used-by the NRO in 
its Federal Managers’ Financial Integrity Act (FMFIA) erate 

CL BY Ue “ aes 
CL REASON: 2.45/09 
BECTON: Xi 

DRY FROM: NEO SCG 4.0 
PAD 09 















Approved for Release: 2020/12/01 C05132542 








RAP WA a PANT FEE ROU 


Approved for Release: 2020/12/01 C05132542"-Y 2014 
DOC 9 





~ Requirements definition in the manpower, leadership, and 
competency areas, 

“Workforce acquisition trrougn recruiting and staffing, 

-Employee and leadership development programs and 
activities, and 

~ Parformatce management using parent element and NRO 
programs . 


the above sectiong of the strategy will be developed presupposing 
continued amployment af a multi-agency workforce within the NRO. In a 
eparate section, the strategy will address the efforts needed to 
assess alternative approaches to providing persennel funchions in ways 
that would oetter support the NRO‘ s mission, The alternative 
approaches to be studied would addreésa the relationships between the 


configuration of embedded and centralized personnel activities, and the 
benefits and drawbacks of creating an NRO-unique personnel system. 


it, 


2. Finding: Compartmented requirements drove unnecessary design 
changes and cost without benefit. Lack of documentation compounded the 
problem. 

Recommendation : Provide a compartmented annex te the lessons learned 
recommendation in dbem 2. ) 

“ited response eee CUS Aas CNR 





Aawaitang compar tune 
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The Honorable Peter Hoekstra, Chairman 
The Honorable Jane Harman, Ranking Member 
Permanent Select Committee on Intelligence 
U.S. House of Representatives 

Washington, DC 20515 


Dear Mr. Chairman and MS. Harman: 





sue T am writting in response to your letters of 
fe Abell 2005 (HBSCI 2005-0715 Cost to Terminate PIA) and 
4 May 2005 (HPSCI 2005-0808 Concerns Regarding FIA), requesting 
termination costs for various @lements of the Puture Imagery 
Architecture (PIA) contract, and regarding actions taken in 
response to PIA program performance issues. 





Se oe ~ In response to your request for costs 
related to three different program termination scenarics, the 
ESllowing preliminary information is previded: 





a a a a i+ These costs and savings estimates are very 
preliminary figures, just received From the contractor. Under 
provisions of the Federal Acauisition Requlation, the contractor 
would have a fill] year to develop a detailed termination coat 
eatimate for review and negotiation by the government, should 
such a decision be made. 








ork ny " . ‘< 
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Communi ty: and. Ene Abeba of Defense bave eeacchee. for Gi 
viable alternative to FIA--an alternative that could satisfy the 
Mation’s critical national imagery requirements, including high 
quality, precision, responsiveness , Gapacity, and all- weather 
operations. Unfortunately, the resulting assesentent has. been, 
and continues to be, that FIA is the only program rhat can be 
available to meet this set of critical needs before the fly-out 
of legacy ahd Enhanced Imaging Systém (EIS) vehiclee. Should 
fhe FIA program be cancelled or further delayed, there would be 
a@ potential Loss of these critical capabilities in the post-2010 
period, as the RIS vehicles reach their end-of-life. In my 
view, the nation cannot afferd to také such a risk. 





Unfortunately, the FIA program continues to perform 
poorly eran both a cost and sch dul ¢ paLppect ive, eee 
past six months, ” piacere Le 
@rosion of over 64x mon 4 : 
are axpending nfearl that corresponds Co 
unacceptable increased Coat. A great feat of this poor 
performance is directly attributable to Boeing's inability to 
demonstrate performance in the role of prime contractor, 
effectively directing and controlling subcontractors and 
vendors, Improving this performance is critical to FIA‘s 
success, because more than 50 percent of the program is executed 
by subcontractors. Given that, I informed Boeing management on 
28 April 2006 that I was: 1) deferring an award fee decision 
For the period 1 Ockober 2004 to 31 March 2005 (the assessed 
award fee score would have been zero percent); 2) suspending 
rhem from Srovietonal fee billings for the next lz months, 
April 2008 te March 2006; 3) adding them to the Natianal | 
Reconnaissance Office's (NRO) Contractor Responsibility Watch 
Liet (CRAWL), making them ineligible for future NEO contract 
awards, without specific approval by the NRO’s Business Plans 
and Operations, Director, Office of Contracts. Buch approval 
would require a determination that the new work would not he 
negatively affected by the problems Boeing has experienced on 
FTA... Simultay | eee” requiring Boeing to convert 
approximane.: Oeeof already collected fee to cost due 
to their pee to achieve negotiated echedule and cost 
milestones. 





















Boéing’s placement on the NRO CRWL is in accordance 


with wreeton NRO policy and pracedures. That policy requires 
placement on the CRWL to be specifically considered whenever 4 
conbractor’s performance in a rating period 1s assessed as less 
than “adequate* (an asséaged score at less than 70 percent). 
aceite crt the CRWL la @ certainty LE che contractor 


ny, 


serene 
Ssassstetetetetetsd 
MRMRREKE: 
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experienced on one program are likely to be sean on another 
program. Given Boeing’s overall performance on FIA, ahd the 
crVriticality of demonstrated prime contractor skills in the 

ormance of any future NRO development effort, Boeliha wad 
piated on the NRO CRWI:. | 
: NRO is taking a number of additional actions, 
some in co h Boeing, to address FIA performance issues. 
Actions include: 1) allocating a significant portion of the 
NRO-~Level increase in Federally Funded Research and Development 
Center resources to the PIA program team; 2) reassessing the 
government program team to ensure my program manager has the 
yight mix of skills and experience levels available to Him; 
3) completing numerous independent technical reviews of 
individual FIA subsystems; 4) beginning an independent mission _ 
assurance affort with the Lockheed Martin Corporation, to ensure 
FIA performs well on orbit: §) initiating a “Red Team* 
assessment to more fully understand the achievability and the 
likely coet. of FIA; and 6} initiating a joint Acting Director 
NRO/Contractor Executive Committees forum, to @neure problema aré 
: joinrly, quickly, and effectively. | 
| The PIA oroqram is critical te national security, 
ang there are dust mo viable alternatives in the near term. 
Given that, it is absolutely essential that we make the FT 
“program guccessful. fT have taken action, internally and 
externally, to drive FIA toward suecess. I will continue to 
keep you fully informed of our progress. Should vou have any 
tiestions or redguire additional information regarding the FIA 
program, pDleage contact me. 
Sincerely, 
2% 
a | | 
Demnis Fitzgerald 
Acting Director 
Cee S . 
UnderSecretary of Defense 
Intelligence} 
Director of National Intelligence 

Senior Advisor 

Executive Director, Tntelliqence 
| Community Affairs 
National Reconnaissance Program 7 

Senior Monitor, Office of | , 

Management and Budget 
3 
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NATIONAL RECONNAISSANCE OFFICE 


b ssi 
PSE Ee, tes 


Tie Honorable Bat HRebertsy, Chairman 

The Honorable dohn Rockefeller, Vice Chairme: 
Select Sommittes on Intelligence 

Vnited States Senake 

Washington, Dr 26576 


Dear Me. Chaizvman and Mr. Vice Chairman: 







» As you are aware, the National Reconn 
commissioned a Red Team to pianos ae 





the Future Imagery Architecture (FIA: p Z 
Syecafiecaiiy the Red Team was chartered to examine the 
wWiabiLity of the program and, if the program was not. 


Gorgidered vylable, to explore and examine any réasenabie alternatives. 
(inion The FIA Red Team has completed its work and briefed 
YAELOUS menibers of Congress god} their st atts. THis Letkber serves tea 
transmit a copy of the Red Team's final, written repert to ensure your 
complere access and insight in ee, their results and recommendations. 











142 be fuliy 
Intelligance tepecy yeaa 





in m The Red Team recammendabions ongd 
Comeidered in determining a Director of Nationat 





El 


tt a overhead imagery architecture. That position will be finalised 
by garly scapes 200%, so ag to inform final Congressional 
deliberations om the Fiecal year 2006 pudget. 





Seen iat ian peieas to marae eo aia a on 


seetseeneeMeneeesseneeeseeteedeeth ee diy Ai nanan te bee ber enende eg tet 


vou do not distribute curgide goverment. ghannels. Should 


OMe tne ee eter nee 





Hhacccatpecanint. Revisit les herrea a ae reer ee aaa raat biG abe RU aaah as sete tt, 


you. age any questions or require additional | Formation, please 
COntack me. 


Sincerely, 
oe 
re a. eo a * a 
aed aan = a 
Bent a. Bagg 
Busitiess Plans and Ogerationse 


“He PER tig, omg me 4 ia iggy, ate, tga Ba 
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MEMORANDUM FOR THE RECORD DATE: 23 SEPTEMBER 2604 
SUBIECT: FIA INDEPENDENT REVIEW PANEL (IRP) FINAL BRIEFING TO CONGRESS 


ATTENDEES: STAFFERS KEN fOUNSON, NANCY ST LOUIS, DON STONE, ADAM HARRIS (SSCH. 
JOUN STOPHER (HPSC1), BRIAN GREEN, MITCH CROSSWAIT (SASC), JOSH 
HARTMAN (HASC} 


IRP MEMBERS: WANDA AUSTIN (CHAIR), TOM BETTERTON, JON BRYSON, BOB 
MIKELSKAS 





ope WS 10 alee ie safle a ee Was anil pursuasit t w deeticn’ in ee Classified 
Supplement co Report Number 108-381, Invelligence Authorization Act for Fiscal Year 2004. Dr. Austi 
provided findings and reconimendations in the areas of FIA source selection, independent cast oo fee 
plan structure, and preeram margin. “The SSC] staff, authors of. ns C D, \ he i beans for the 


tears work. and now consider the action closed, “Te dull report 
BPO/LT, Web page. No fsllow-up actions or rvqnests for’: additional Sa seks assigned. 


Meeting Summary: 


® Dr. Austin provided Hndings and recarinendations in the areas of PIA source selecrion, independént 
cost. coumalls, Cavs stricture, ji ieioae ed 


Be 


i program: ‘hoes the mere existence at A xk pee aie cast cap affected the a. 
of the F ls ane cae ream. Mr. Stone ac a ts (Oe claritication. 







: MN etclied ro ne source rene rn fear £6 lied h ily; apen 
éommercial neces He yon rer the NRO’s historic reliance on rigorous test and integration efforts, As 
such, the Tél effort was under scoped, and the risk associated was under appreciated. 

® Mitch C: rosswait (S. 3A SC oe f dull pean y agreed with the TRP recornmendation ¢ toy elaine ¢ Sa a 


ive SROMIS ean across t he aan Dr, Pare eae re oe ihe iin 18 saplpeutinen pie io 4 Pre 
Standard-like construct, but-ar the time of ELA contract award, that was fot the case. tated 
the Nanonal Security Space enterprise is in the process of reviewing/ revising Mil-Srandards and 
acquisition palicy. 














® The group discussed the pros and cons of the acquisition reform covironment prevalent at the dme.of 
PLA source selection. The IRP concluded that acquisition reform could be. made ta work, but was taken 
UNCLASSIFIEDM@S 
Action Officer 
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# ine = cost estan ue Was ihe nine Meer pace opie at ibe brietin 1a. Sta fees Ken Johnson 
and Mitch Crasswait pabee su alee which c cost estimating group i the most successhl/accurate. Dr, 

IRP. She also replied thar only dhe MOOG: has 

are un diane the Sdusea Wits s within 1 a i at 










ARTIS ON me rater, ne ed fet ACFOSS the 
actuabcost/IRAC. She also clarified thatthe panel 3 
bill ba size and OE of the program, Le, tis within 2 228; re Of senile cost /E MBAC Ge the icae if aia v 
nis, en Jobson, gs >t. Lous, and Den Stone from the SSC1 staff expressed a 
at Porip ee of conkacnae in the NCG’s ability ro securely estimate.a new program's cost. Don Stone 
stared the NCG’s clauns of ; necuraey were like-a bunch of hocus- -pocus. Dr. Austin stated the ERP 
recommends a cost estimate ant just at propram ivception, but also at the major milestones of the 
program to more accurarcly reflect the program af record, She also stated that the NRO has already 
adopted this practice. added that the source selection team’s technical subgroup did not 
adequately assess commfinicate program tisk to the cost subgroup, thereby exacerbating the straation for 
RIA. The eatre group, staffers included, agreed Hatan overarching ¢ ‘hallenge with coer estimating is the 
inability to predict a reasonable fiscal year spread to the estimate. [oven if the bottom ling estumate 
accurate, the yearly spread will likely be off, causing sipnificany budget problems for the entire 
organization. Iso clarified the difference between a source selection team’s assessment ofa 
contractor's proposal for cost realism and an independent cost estimate. 
* oe the discussion of program margin, Dr, Auster stated the IRP recommends the NRO plan, and 
Congress allow, budger margin. One method the IRP recommends to secure this margin. is to budget 
Proprams to ( the 80% confidence level, unlike the current 3% level used today. The 30% difference can 
be held s as cain ine. reserve. Howevet, the staffers aeenow ednen that ptr te ter: 80" ‘by hay be a 










Sceininicndaoa: aan ees thiat fart aaieanuNe aptiroath would be te - 
NRO}level, as opposed tot the individual progam expenditure 6 COnLEES. 






Reet 


margin. iesendlig 6s the ee uw Se of a program, 
® As Dr. Austin concluded her presentation, Adam Harris (SSCI Staff) asked af there are 
coming up thar would benefit from the IRP’s report. Dr. Austin stated thar the New | maging 
be enterny: source sclection soon and thai she already mer with the program ovnager 
share the IRP's findings and recommendations. 
@ The SSC] staff, authors of the CDA, expressed appreciation for the team’s work and now consider the 
action clased. The full report aad briefing charts are posted on the BPO/LL Web page: 
9 Report 
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MEMORANDUM FOR THE RECORD DATE: APRIL 15, 2002 
SUBIECT: FIA IRT BRIEFING TO CONGRESSIONAL STAFFERS 


ATTENDEES: 





ROM: 


[NIMAAL. L ROBERT CARDILLO 


STAFFERS: | HPSCh JOHN ST OPHER. KIRK MCCONNELL, BETH LARSON, MIKE 
SHEEHY; SSCI: MELVIN DUBEE, LINDA TAYLOR: SASC: CREIGHTON 
GREENE, BRIAN GREEN, CHUCK ALSUP 


_FIAIRT: MARTY FAGA, JIMMIE HILL, DAVE JEREMIAE 





Overview: 


‘This briefing was an. outbricf of the FLA Independent Review Team (RT) that had been chartered 
by Mr. Teets in Feb 2002. This bricting was the same as wag gives to the ASDC3L (8 April and 
the CMS C11 April), Briefer was Marty Faga, team chief) With very lew exceptions, the team 
members. provided thé answers to questions. 


issues and Questions: 


Beth Larson inquired as to the FIA funding profile in the early years. Linda Taylor 
has also asked for milo on transfers oul of the FIA budget that shaped the funding 
available to the FLA SPO. Jimmie Hill mentioned that lack of finding during the first 
three years of ihe program was a niajor factor in the current situation and was one of 
the factors that led to having no spares-in the program. 


~ Kark McConnell asked whether the Govt had funded the program to the budget cap. 
Answer was that the govt funded to the anticipated budget lines and that the cap 
wasn't the issue. Paint was made that the real problem is in the phasing of the 
funding —-tiot enough inthe early years when development and risk reduction is nist 
infense. 

- John Stopher asked as to why we anticipate O&M being cheaper for FIA. Answer 
was that FIA uses COTS HW and SW and niaintaining COTS is cheaper. Also, 
using COTS leads to fewer specialists and engineers. There was some skepticism as: 
to whether FIA O&M will ay be creer than legacy systems. 

~ ‘There was a discussion on the 2008 POC and whether it needed to be. protected. 
Sentiment was that the need fork a-orbit as an POC requirement is no 
nes required. 





~ The hae Aaaas their Ripe that we siete to pr apie with Prcseapiceg an 
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option for the yas going to be preserved without downstream: schedule 


iWapact. 


- Kirk McConnell mentioned that the government and the contractor had consistently 
told them that the PLA program was on track and uow the program appears to be 
years and billions off track. It was observed that the NRO had submitted FIA risk 
reduction items in the gveruuidance portion of the budget and had submitted other, 
potentially less critical new starts/line items inte the core budect request. This was 
done even when we had not funded FIA to the cap. This topic was visited multiple 
time in the briefing. 

- On the award fee, it was mentioned that the wrong things are incentivized and that 
the structure needs to be redone. It was mentioned thal the incentive plan does not 
reward system redundancy and capability/capacity beyond the spec—things that have 
resulled in current systems lasting well beyond design life. There was specific 
mention that since the cost was overrunhing by more than (5%, there was no award 
fee left for performance and schedule when schedule was the biggest priority at this 
poral in Lime. 

- John Stopher characterized the approach te FIA as a i nace ee i 
the mahi decisions. it was also opined. that we ele a poor pr ograni (6 allempl 
acquisition reform. 


~ {was stated that there was a $16 management reserve at the start t of the program but 
that 900M of out of scope changes beyond the program 
that to the ae where there was ne reserve early. Hill, 
commented on how large programs won't work if there ts no management reserve 
and Uiat al of the major programs how flying had the benefit of significant 
management reserve during the development cycle. 


- ft was opined that there was a lack of end-to-end systeris engindéering during the 
_carly part of the program and that NIMA was several vears behind in Uhreir activities. 















system by “meeting al the interface”. fr was & also mentioned that NIMA is not being 
held to CKPPs in the same sense as the NRO is. 


- Jobn Stopher asked as to the intent to implement the IRT’s recommendation to 
establish an eran assessment of the test program. He also asked whether the 
NRO was capable of doing this or was it going to be a construct Uke the INT. Jimmie 
Hill said that he thought the right answer was to do the'review and have NRO 
personnel outside of the FIA SPO do the assessment. Kirk McConnell asked if Mr 
Teets was planning to do this review-——20 answer given. 

+  Jobn Stopher asked about the Congress's direction that we constrain FIA to i ides 
satellites. The IRT had no real answer/comment on this. Joln arent 


FOC number is variable and that he’ 'd like to see us omphasiz 
= i ia Oe pea situation, He also asked it w we att nok ae i 
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There was discussion about the tmdustrial base and contractor and government 
workforce experience. Jimmie Hill mentioned that this program was a “must win” 


for the contractors dye to the fact that the loser would have no expertise lefi when the 


system came up for bid again 1 vars. This situation led to everageressive 
bidding by the contractors and contributed to the programmatic problems being seen 
today. lt was alsa perceived that lack of programtmatic flexibility (having cost, 
schedule, and requirements fixed) was resulting in good people becoming frustrated 
and icaving the program. 





5 bee 


Lastly, | there was a discussion on “now what’ 
assessing trades, developing a plan for how to allocate nsk reduction funds, and 


deterring the actual cost and schédule delays impacts. ae will need to brief 


these topics to the Congress as soon as. practical, 


Action Items: All assigned to IMINT 


I, 


Define how the $700M of risk reduction funds would he applied against the program 
in the O2 and 03 timeframe. Respotid to SSCI/Linda Taylor, eventually needs to go 
to all NRP monitors. 


Describe where the $900M of management reserve was allocated in the 00-02 


timeframe, Respond to SSCU/Linda Taylor and HPSCVStopher and MeConnell, 
Define the reallocation of funds that were taken out of the FIA program that resulted 
it not being funded to the CAP in the early years (ot the S900M). Respond to 


SSCULinda Tayler. 
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Answer was that fhe NRO is 











Anewer | 





ASIC: deliv ety npr ne = Bae beet a a cause ene delay within mn —— progam, — ~ | the Glass of ASICs iacwh nas 


| 


| have required a respin (e.g. on the attached spreadsheet, the top two ASICs, lhe BRAM ASIC and the ADD, have just 


HX-3000s, a new line of ASICs from Honeywell, HX-3000s were selected for many FIA applications due to their 

advanced capabilities in both lower power usage and processor speed. There are two classes of ASIC problems that 
| normatiy effect programs such as FIA: ASIC design problems requiring redesign (a process commonly referred ag a | 
respin), and ASIC production yields. In the past, tespins have been the source of most major delays in space 
| programs, bul this hus not been a caase of the majority of the issues. to date within FIA. While some of the ASICs 





bow completed a successful proof-of-design phase following their third and second respins respectively), most of the 
FIA ASICS were successfil on their first spin. But, midway throagh last-year, ASIC yield issues began to arise that, 


a ee 


| by late summer, had caused all ASIC deliveries on the program to stop. The causes of these lowered yields were 

: identified and fixed by March of this year and production ts now catching up to the program need. However,in the 

_ case of four ASICs {the previously mentioned BRAM and ADD, as well as the EBWC and EFRBC) we have yei to 

: produce any that meet our requirements due aw enher feSpin (BRAM and ADD), oc manulacturiig errors (now fixed) 
ono assocrted with yield (A RAC and ER WC}. 


4 PPOVICES TRMCH OF UDO SaTINe IN TOPMaUON OULD a Mere graphica: Gepicuol, | a 


| cOuIpRny which j is building the subsystem. Even as the PIA prograt recovers from the DASE ccbins i 
they shll remain our single most driving schedule issue, and are likely to remain so until all of the 
— are rece ved and successfully integrated and tested m the flight hardware. 


Attachments: 
hy Spreadsheet “Honeywell HX3000 ASIC Delivery Status for FIA Satellites” 


| tbc bart labeled “FIA HX3000 ASIC Delivery Status” 


Settee Seta aaiiaditihel 


: ee to what we sre getting 1 HOW from: 


; | The deleted £ a antract piace on” € ost As an ledepeaeat arable: (CAIVY” is al ached. As stated 9 ir nihat page. if was 
: deleted with contract modification 49 (P00049}, daied 11 Jane 2003. 


| Attachment: 


i Auswet r 





| 3. Statement from the contracting officer on removal of the CATV clause. 
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: Answer : Several shutdow AS have occurred at Boeing oae facilities 6 over rth last seven ihonths duet io irigdequa Gs - control ¢ over 
: | the manufacturing process. The initial shutdo ag occured 19 F ¥O3 i in their Battery Division followed sae a4Q FY62 
shutdown for th 
| validate procedures and redo manu 






facturing. 


‘* 


Various. rented a ene to eae corrections, 


_ Thecmost recent shutdown occurred in 3Q FY03 at lhe Bocing Power Electronics manufacturing facility due to 
Umnitiple workmanship and process coftro! findings. These findings indicated delivered hardware ad future 

| deliveries could be subject to failure, Boeing implemented the corrective actions in response to these findings to the 
| satisfaction of the government. It should-be stated thatin all cases, while the government brought issues to the 
attention of Boeing, Boeing management made the decisions to shutdown the facilities. 















a The net tnpact of these shutdowns w was a loss of 7 weeks to the unit delivery schedules with workarounds required to 
recover mission ar “ation payload schedules. The total cost of the shutdown: and corrective actions was 
ee po 


/NRO - 7| (Andy Johnson) NRO to identify the ac 
| costs/fee,. How mach i ig the NRO p. Davi 





Asiswer | Asa result of the negotiated ECP, there j isan 1 increase off 
Producti Teri (CLIN O00 of the Bosigg F 1 nerease | 
wt fee whieh is camposed o| The previcis i 
: contract overrun. | he details of these chai { Care chet 3 invTable 1 
of the attachment below 
7 Within CLUS 0001 are inchided changes tc all FIA subcontractors. Table 2 below breaks out the maior subcanpactors 
aid an anticipated level of fee they will receive once they have negotiated with Boeing (note that while the 
| government negotiation with Boeing was completed 11 Aug, Boeing may not close with their subs for a few months). | 


| As such, these values are estimates of where they will close. During negotiation. the govt limited addinoyagl 
_ subcontractor fee tw a total o across all subcontractors (originally bid by the subs a 















_ Finaily..as part of negotiation the government and Boeing agreed on an additionay | 
| areas af both Mission and Quality Assurance. These.dollars include support for an increase of ove 
_ prime contractor-level mission and quality assurance personnel, exclusive of added efforts incorporated ineach” 
| segment or subcontractor activity, 


|. Attachinent: 
_T._ ECP Changes to the Cost.of the FIA Contract 









| | ot cae iene requested $2.2 
7 oo salriaies contract, s 2808 for . 











| Asa tésult of negotiations, we now know that planned. contractor spending fop FY 
the current FY 04 budget. However, current projections anticipate that abouag 
about ee weeks as sail will ae forward inte FY 04. This “roll forward” 
us some 
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DOC 21 


The following clause was deleted from Contract NROO000-99-C-0061 via modification POUO49. 
dated 1] June 2003. 





H-24 COST AS AN INDEPENDENT VARIABLE (CAIV) TRADES (DEVIATION) 

(a.) This clause establishes procedures by which the parties may agree to change this contract 
pursuant fo the "Changes" clause without an equitable downward adjustment to the contract 
price a8 specified in paragraph {b) of said clause. The parties agree that changes initiated 
oie os have as — sich mien Vaca! e bari nae re aa ina cost 





to contract cost or a 

(b.) When.an opportunity ia consider alternative solutions to meeting program technical 
requirements is identified, the Contractor shall initiate the CAIV trade process as described 
in the Contractor's Integrated Management Plan (IMP), Any trade, which avoids or saves 
cost and does not impact Government controlled documents (i.¢., IMINT CCB controlled 
buseline) may be approved and implemented within the Contractor Engineering Review 
Board process(es), Trades that impact Government controlled documents that avoid or 
save Cost must be approved by the IMCCRB prior to implementation. In its request for 
approval of such trades, the Contractor shali request that the resultant change be provided 
with no adjustment to contract cost or fee pursuant to this clause. | 

(c,) The Government reserves the right to disapprove any proposed CAIV trade. In the event the 
Government disapproves a trade, the Government will notify the contractor of its. decision 
ard provide direction to either (1} execute the contract as specified in the Government 
controlled documents at no change im contract cost, fee or schedule or (2) submit an 
engineering change proposal requesting adjustments to the contract cost, fee, schedule 
and/or Government controlled documents. 
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Attachment 4: FIA Non-CKPP Capability Trades 


At the mitigation of the FLA contract, two classes of Key Pertormance Parameters (KPPs} were 
defined: Shared Intel and Defense KPPs |Community KPPs (CKPP)], and unshared KPPs [Non- 
Community KPPs (Non-CKPP)]. CKPPs were considered inviolate and could not be traded by 
the program without consent and coordination of both the Joint Requirements Oversight Board 
(JROC) and the intelligence community Mission Requirement Board (MRB). Non-CKPPs 
however were able to be traded by the FIA prograrit if necessary to meet other CKPPs or if they 
could not be afforded. 












During the early design year 


, trades were made. The 
— only sytney : 


ef IAVE HOt 












siaeit ication u A- eg eail wit! : pebntie fo 
subsequent design phase, the contractor and the SPO participated in a thorough review of that 
draft betore finalizing and controlling the document at the government’s configuration control 
board (see tomeline below). 





















drove the satellite to 4 perigee orbit lower than originally propose 
change in orbit not only reduced individual tmage aréa, but also increased satelite 

the higher fuel load/tank size needed for a lower altitude orbit) and thereby reduced satellite 
agility. All three combined, dramatically reduced the non-CKPP regional area capability. 


The non-CKPP requirements changes were formalized through technical interchange meetings 
and extensive analysis between the contractors and the government tear. The team participated 
regularly at all levels during the development and analysis of the changes, including the 
contractor-led Technical Review Boards, Engineering Review Boards, and Configuration 
Control Boards. Summary briefings to program management were held prior to initiating the 


formal change process. 


specification the following is the history of the non~-CKPP requirements: 






global points 
Mareh 2001 Contractor CCB approved change 

i uly 2061 Contractor CCB approved change 

~ August 2001 © ontractor and Govt CCB approved change 











e Contiguous ares : 
March 2003 ¢ C 


vaRroNt 








March 2001 c i CCB appr Be 
= August 2001 Contractor and Govt CCB approved change 
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Attachment 7: ECP Changes to the Cost of the FIA Contract 





Table l: Changes te CLEN 0001 as a result of the FIA rebaseline ECP 





Total Fe 


es am "= oer Basic ' ic Ge ori tract > 


*Note: PCCOM is the Facility C anita Cost of Money. a pon-fee bearing expense. 








Table 2: Estimate of Subcontractor cost and associated fee. 





Boeing Prima fee eet charged. on any fee paid 
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